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in .today's complex educational world, the taslc of effectively 
.managing a school system is increasingly compaynded- by sucji critical 
problem, areas as teacher militancy, student unrest, Federal prdj^rams, . , 
and- the demand for- ac count ab-iltty-.--^-JUxve^d - exis Jis - for e f f ec tiv.e _„. 
management at the local school district level" tg* plan, organize, 
direct, and evaluate the §^ducational system. . 

In the fall o£ 1970, the Board of Trustees the East Allen 
School District asked' the Superinteijdent . to i:ni'tiate a study to make 
an extensive survey of -the administrative salary ' structure and present 
some possible ways, to increase sophistication in. arriving at final 
dollar ^cost. A committee, appointed by the Superintendent, met on ^ 
numerous occasions reviewing the- present situatioh^and some possible 
alternatives to facilitate the study. The conclusions, of the committee 
led to the recommendation that the concept of "Hanagemen't-By-Objecti 
would be the most appropriate framework within which to develop an 
improved management organization for the East Allen County Schools. 

Tlie suggs^ted IIj^agement-By-ObiectiVes (MBO) conce-pt represented^ 
systems approach to' educational management and v/as desl^gned to provide^ 
'a rational basis fo^ Implementing a planning--programmino'--budgetini?^ 
evaluation system in a school district.s In view of .the recent; mandate . 
by the Indiana legislature for^all scrt%^ol districts to. begin implementing 
PPBS in the near future,^' this proposal l^as profound. implications as a 
mpdel 'for other districts to follow in- the adoption of PPBS . With this^ 
in mitid. East Allen County Schools applied for Title III funding. 

The general goal of the project- was to design and implenjent an 
accouatability model utilizing participative management as a tool for" 
development. There are three^ organizational phases involved in the 
Design . of a^^'Management-By-ObjectiveQ System. . Phasp 1 " (71-73) of this. 
project identified the needs of the school district and organized the 
administrative functions in line with these needs to develop a system 
of accountability. -Phase II (72-73). of this project identified the 
educational program of all grade,, content and special areas in behayioral 
terms. Phase III (7^-74) complement's Phase I and Phase II, but is'- 
directed toward the development- of the supportive programs into an 
operationalized Hanagem^nt-By-Objectives System. 

^ ^ ^ ^ — . — — . ■ . ■ — —-^ — 

PHASE I - • . - . . ^ • : , 

The major objective of Phase I was • to develop a Management -By- 
•Objectives program^ for* the East Allen County School's management staff . 
fo^ accomplish , this major objective the' following activities^ were ^initi.atedi 

... * ^ f . . v , ■ ■. ■ / , . • ' 

A. 'A- planning committee-was organized to represent all facets of 
' ^' the administrative staff,, including elementary and seoondary • 
principals, central office personnel, the Superintendent and 
a member of the Board of School Trustees. . . 




/ ./ . , ■ ■ » \ . ■ . ^ ■ . \ . ■ ■•• 

• / An assessment, of the educational^ prograi^t^:^:ga^ conducted 
/' throughout the East Allen County School distiKLct involving 
/ •Board members, employees, parents, .students and^^^t^^ons 
/ . to provide information regarding the educational progri 
of the schools. The questionnaires were developed and 
prepared by" the Battelle institute: Center for Improve^^ 
'Education. The. instrument was designed tj) identify ' ' 
recognized educational needs throughout the school district 
** by providing respondents with opportunities to'react.to 
. .6duc.ational st.atements from the perspeSictive of what actually 
, exists and what is actually desi^^ed." This questionnaire was 
tabulated, f)rocessed and analyzed by Battelle. Data were 
submitted to the Planning .Committee \ for intensive 'review and 
recommendation. The committee identified the' following major 
areas of' critical need as the rlBsult of the Needs -Assessment 
(1) Human Relations, (2) t]ommunic^tion, (3) Evaluation, 
(4) Curriculum.- 

An Ultimate- Goal and" Systemnt^ide (Objectives \7ere identifi'fed 
to reflect what the real mission of the East Ali^^.n County 
Schools should be in the future.; The System-wiclja Objectives' 
are the major areas- of grov/th and development of students » 

; which must support the. Ul'timate Goal of the school system. . 

/ The Ultimate Goal and System-wide Objectives contribute 
knowledge cgncerning ''the future .goals of the school system 
^ to members df the educational community. * 

Tj.Ye Planning Committee performed an analysis of the admin is - 
V^^rative activities and functions in-order to develop a 
/descriptive program structure. Oncp the committee- arrived 
at ^a program strticttire describing management functions*,. Battelle 
staxf members in terviwed representatives of -e;ich management * 
position, examined existing job descriptions, and analyzed . 
the profjram structiire. As a result, a descriptive program 
structure" vjas developed by Battfelle. Each program* has a broad 
ojjjective which specifies its contributioa to the common ^ . 
objectives of the school system. . - 

Perfomante objectives for each program we re^ developed to provide 

a— b-aLf3-i s — 5tD-i^-e-s^trabl-i-sihi n-gr^t^^^ 
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ships. T':a objectives werd' categorised as: (1) maintenance r- 
a repetitive^ oiigoing objective neces^sary to the achievement of . 
the district's dommon objectives; (2) developmental r these are 
of two natures: (a) problem-solving leads to the correction 
of a discrer^ncy>of defici'isncy in the curjeiit level of * performance 
in the maintenance objectives and (b) creative - may lead to 
imprdveid or expanded prograny. results ; ^nd (3) personal -•objectives 
designed to enhance the indj^^idual manager's improvera^rtt of his 
profes^sional or managerial s^cills and career growth. The develop- 
mental and. personal objectives were written by^the individual 
managers in cooperation Vith their • immediate supervisors. . 



F. QrganizatipnaJ. . structure was Resigned to direct the activities 
of the personnel ^nd "functions^ of the various programs. Tliese 
Coordinated functions ,and activities V7ere grounded in authority 
and responsibility. ' Tlie organizational, structure attempts to ^ 
make leadership, responsibility, specialized skills, and the. 
.exercise of authority operate according to the accepted Ultimate 
and 5ysten-wide Objectives of the East Alleo County Schools . 
System. i ' ... '.. v . * 

. ' ' • ■ r., , * , ■ • - -■ . . , 

An appraisal process was developed, to enable the administrator^ 
to see the requirements of their jobs moi:e clearly, know the 
limits of th-eir freedom of action, iFielp then 'attain self -^improve- 
=:^^-Unent, and let .them know "where they stand" in the performance 
• ol^kei-rLjobs. Job' expectancies ' were used as a basis for, self-. -• 
appraisalaffd^fiirL^praisai by the appraiser. Thia appraisal ■ 



" propes-s, therefore^^grle^atad^ and ^jointly defined 

developmental objectives. ^The^^^pral^skJ^^ involved four 

basic steps: (1) self-appraisal, (2) mutual estaM=i=&hment_of 
developmental objectives, (3) interim progress- meetings , and 

(4) year-end appraisal. \ ^ . ^ 

■ . ' ■ " ' ■ * 

H. The Planning Committee developed a salary schedule^ in the. Spring 
of 1973. ' The following variables (experience'^ training, decision- 
making, authority , .supervision, a^d length of contract required, 
to carry out 1;he "res,ponsibilities as defined 'in the johVdescriptipn 
*were incorporated into a niimerical responsibility factor. This . 
factor was a. manifestation of position responsibility relatipn^- . . . 
ship and tjie mid-point salary of each position. . ■ 

• Phase' I of Management-By-Objectives is progressing under the 
leadership of the Planning Committee,. Review, improvement , and 
cdnimunicatidn of ?1B0 in the management -area appear; to be the* 
main functions of this Committee during the establishment of 
T^BO implementation. 0 ^ 



PHASE II, 1972-73 



T'ffase~*TT^(~197:2^73~)"^l^ 



conducted during "Phase I. After the needs assessTfient was conducted during - 
Phase I, it bec^e apparent that the curricuiinn of East Allen County 
Schools needed to be reviewed. Discrepancies existed between what was . >; 
being taught and what' was desired.'- Before any changes were made, the entire 
staff nefeded to Identify the present curriculum. 

.°A commit te of teachers representing all grades subjects and special ' 
areas was appointed the, task of writing "Program Ob.jecttves" for their" " 
respective areas. Progtam Objectives are defined as long-term, predicted 
outcomes o'f the schools*^^ educational system/ All of the Program. Objectives . 
"were directed toward .the Ultimate Goal^and System-wide Objectives de-vfeloped 
during Phase I . This group of., thirty teachers (Steering Committee^ we re . 
instrumental in achieving the objectives of Phase II. . X 



I- . . 



^Th'e Steering Committee wasr^lnvdlyed in in-sewice training programs 
throughout the 72^73 school year. , The workshops were organized to provide 

. training in uftderstanding tV\e Managemen t-i3y -Ob jeotiyes . systems approach, 
training in the writing of instructional objectives, and pto'cedures for 

. classroom m.art'agement using ins tructional ' ob jectives • Dr. Raymond -Be mabei 
was contracted to conduct the workshops for the committee and the a.dminis- 
•trative personnel^. He also "provided individual consultation to each 

' member and critiqued the Program Ob jectives' as they were" being devejioped . 

Tliroughaut the, school year-, Steering Committee members met with th^ir 
"respective "curriculum groups to act as patalysts for change, Tlie;^ were 
responsible for keeping curriculum groups informed on experiences and 
progress -toward goals.^ Only the objectives approved by all the. teachers 
.from each curriculum grdup were accepted. , ^ . 

• Phase II activities resulted in the development "of Progratn Objectives 
for all grade levels, subjects, and special areas , . Pro'gram Ob jectives, ^ 
. Ion j;-*term,' predicted outconGS of the^ educational system, are directed ^ 
toward. the Ultimate Goal and Syn ten-wide Objectives which were identified 
tlirougli a 'needs as*ncs5>me"nt conducted during- Phase I o*f the "^IBO Project. ' 

V Program Objectives v/ere clistributed to all' personnel ' within East 
'Alletn County Schools, Siiice the Program Objectives v/ere writ^ten to 
■describe the existing state of the, various educational^ programs with ^ 
East Allen County Schools 3, they are somewhat incomplete. Plans have 
been deveioped for the analysis of Program Ob jectives at the building 
^ level for the purpose of reviewing the quality of the written Program 
Ob jQc tlves and revising accordingly as part of the continuation of Phase - 
tl in 1973-74.* Future revisions of Program. Ob jectives x^ill be included 
in the textbook adoption process which is discussed later in this paper. 
V Hqw'ever, it should be noted that Social' Studies is the content a^rea for . 
-^textbook adoption this year and in the process of reviewing Program 

Objectives, educato.rs who serve on th& Social Studies Curriculum Committee 
feel a need:;;^to write and/or select "Content Area Program: Objectives". ^ 
The Contenl^Area Program Objectives would tie in with the Ultimate Goal 
^ and System-wide Objectives but would be broad statements which the 

already written Progratn^ Objectives would reflect. Content Area Program , .. 
Objectives provide a base for scrutinizing the existing Program Objectives 
— ^in^t^Ws™crf--wh-at^h-o^^ 

biis process of review on a textbook adoption cycle would assure the • 
.continuous development of goals/gb jectives which better reflect the 
• changing needs of society.* " ' ' 



PHASE II, 1973-74 . ^ 

. The Project Director, Hrs. Julie Baufer, resigned in OcCbjaer ,of 1973 
which resulted .in a- period of slow growth while a replacement was sought. 
Mrs. Kathleen Go rgone accepted the f)ositiort of Project Director on 
November 26,' 1973.. 
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Phase. II, related to instructional . outcomes , has continued in 
lSf5?3-74 with p'rovisibns for "in-service train4.ng for teachers and 
developmerit of buildiiivg Rlans for impleinentation of :^0, Building 
principal^ have de^^sigha ted a -Task Force member, for the respective 
^buildings 'In plah^ thel:^rincipal, Task Force member, 

Curijiculum'Director,' and Project Director -'have developed a building ^ « 

plan appropriate f or , staff development and project implementation.- 
The primary components of ^a "Building Pla^" are: »(1) Building . 
^Philosoph^j, (2) Building Staff Itanagdment'^^Objectlves, (3) Instruction .- - 
'Grading Philosophies , (4) Form 'B Five Year. Plan (see Appefiddx A) , and 
(5) Po-rm C Building Education Plan (see Appendix B) , ' Since the needs 
of buildings dif:^er, future plans and present progress have varied 
'accordingly. . ' « . . . • ^ 

^ S * ' , ' . ' 

■ -, ' ■ • ' - ' . 1 . , ' * 

Tliere are certain requirements, hdwevery regarding. Form C, Building 
Education Plan.' The f ollowing , 1 uems have ♦been included in, the develop- 
ment 'of Building Education Plans: (1) prioritizing sys\:em-V7ide objectives,- 
(2) reviewing program objectives, (3) writing and/or selecting instructional 
objectives , -and (4) establishing a. rationale for the ^use of objectives . '''' 
The prioritization of system-wide objectives at the building level is 
beirij^/ accomplished through the use of an i.i:idivldual card-sorting technique 
arid a small group interaction activity. The prioritization activity • 
provides an opportunity to familiarize educators in East Allen County 
Schools :v;ith system-wide objectives and to proi\iote diiscussion regarding 
personal philo.^bphies pf education. The priority- ranking may be used^as 
a beginning, point In the development of 'instructional objectives at the 
building level. . A review of -the program objectives is, for the most part, 
accomplished internally^ at the building level, to assist .scho_qla* in the 
accomplishment of items #3 (writing andyfor selecting Ins tructional. 
oUjectives) and M '(establishing a rationale for the use of objectives), ^ 
in-service training programs ar^ presented in the following areas: (1). 
rationale' for ManageTnent-By-Objectiyes;, (2), writing East Allen County 
Schools instructional bbjectives, *(3)' writing- and/or selecting instructional 
objectives 'appropriate to meet the Program Ob jectiveis, ancj (4) writing and/o 
selecting test,' items to me§sure\ins'tructional objectives. -Other topics for 
in-service training are^'^in development ^ccordp.ng to the nBeds of the 
bji'ildings as specified i^. building plans. 

A. glossary of terms, is; in ^the_process^v*of^^^^^^ 
semination to instructional per3onnel. A definition for "instructional. . 
objective" has been developed wfiich wi^ represent an "East Allen County 
Schools Instructional Objective" rather than any particular author's . 
Instructional objective. The instructional (ilbjectives developed in 
East ^Alleri County Schools wiPl include: (1) who—the learner, (2) action— 
the behavior' verb, (3) what--the desired product (4) conditions— givensV . 
and (5) exp%tatioi;i— performance standard. Currently, the expectation in^ 
"most cases will be represented by a-blank to (1) ailCT>7 teachers flexibility 
in- setting pexformanxie standards, (2) provide opportunities for teachers 
to think about what the .performance standard 'should be, and '(3) to allow 
for individual student and tjeacher differences. 



DISmCT LEVEL RESyCXS, PHASE II , ^ . ' / " . 

, ' , ^b*- ,^ . ' ' .'^^ . .• •..-■.•>■ 

Cerrtain/diwStriet level results are expected during Ph^se II 
(1973-74) as follows: (1) adoption of a model for iiTiplcinentati6.n of , 
Instructional' Management-'By-<)bjectives ^ud (2) adoption o*f a curriculum 
dev'elopment model .for 'East Allen County School^. \\ tentative .Curriculum 
Development Tlod el (see '^Appendix ^C) has been- developed 'for East Allen 
County Schools. Based upon .the five-year book adopl:ion cycle, each 
content, area can be "plugjged in'- to the cygle to coincide with the 
t^xt adoption year. Activities to be peijformdd each year prior, **during, \ 
and after text adoption fj^r eaph content area are specif ied. An Instruc- , 
tional Program Developinie nt M odel (see Appendix D) has been tentatively , 
developed. This model- as&igts' in providing direction and .checkpoints ^ 
for the oVefall development of instructional i-lanagement-By-OUjetctive^ . '\ 

Data, regarrding the status of fetaftf member^ in regard to instructional 
objectives have been gathered through the< distribution of a questionnaire. 
Results are not available at t*his time since the questio'nnaires , were 
' recently distribtited and are currently being submitted to the central 
office.* In-service training components also include data-gathering 

devices in the form *of evaluations - . . 

* ■ ■ * , 

.• . ■ *• ' 

-Change in an "educational setting appears to move cautiously and 
"slowly. Apprehension -exists among many teachers, and the direhtion 
from central administration* an(J princiijals iff'to proceed at a slow rate 
to avoid resist^ce to the MBO project. The Intent for the instructional 
phase is 'to have the following goals accomplished by 1977: 

1. .Decision-making in selecting materials and planning teaching 

methods for^the written and/or Selected ins troic tional objectives. 

-2. Selecti-on of appropriate evaluation measures to determine if 
outcome^ meet instructional obje^lves. * 

3. \ Analysis of discrepancies which may exist. v;heri outcomes do not 
\ achieve instructional objectives. 

" ' .. ■ / ^ ■ ' ^ ' ' ^ 

" ^ , 4. Development of record-keeping systems for classroom use when . 
^ ; instriictional objectives are utTXized ^ " "'"'T^^ - ^ 

5.^ Creation of effective* reporting d,f achievement to parents, f 
' ' " administrators,- and ^oard members^. ♦ 

. 6. Selection of additionfeil materials \and. planning of cKkaged 

teaching me tholis -in order* to provide appropriate instruction 
/ ^ ,for program arid ins^truc.tional objectives. 

J. .Adoption of a continuous curriculum development model forvEast 
Allen County Schools. > ■ ' 

" ■ ■ ■ ■ . ■ ^ _ . ■ . - 

M . ' . .J. 



■ For 1974-75, certain a-ctivlties are anticipated shpuld this. 

pro ject reced-v^ fmds' f or* continuatian. At the building, lev^l^ ^ 

the Formi c BuiMing, Plan 'will be updated -and additional requirements 
for i<Qpifeinentation^will be included*. Varioiis. schools Xiri 11 serve 
as'pifpt schools or dissemination * of information regarding the 
Titl^ llI-Management-By-0b^1ectives Project. At tMjWstric.t. level, 
tshree developments should accrue, as a result of cxjfrtirtued fuhdin'g: . 
(1) implementation of the curriculum development plajj, (2) develop- 
ment of the left side* of the Instructional Pro gran; Development Mod.el 
for district-wide evaluationv and (3) dissemination of inforraajtlofiv t6° 
otfier school, districts . . * ^ " . • 



PHASE HI, 1973-74 - ' % 

Phase III (1973-74) is directed toward the developineAt,,of t^ • .~ 

supportive programs within- the Wa^agement-By-^b jectivias system-. -A 
planning" committee has-been identified' and>is comprised represent-v 
.atives of the support programs; (1) 'F'ood Services, (2).. Transpartation, 
(3) Secretarial, (4) Health Services^ /and (5)^ Maintenance and Custodial. 
The activities. of the planning, committee at this time involve the 
identification and description of support services of the total educa- 
tional program East Allen County Schools. > " . , 

■ ; ■ . • • ■ a ^ ■ ■ ■ ■ " • • — ■ ■■ 

lite ""prpject will define* important activities of each program,* These 
ot^jectives will support the Ultimai^e. Goal 'and System-wide Ob jectiv^s as 
, defined in MBQ, Phase J . Each program will then develop specific per7 • 
formance objectives that' support objectives, of ^ the programs and ultimately, 
the tqtal educatioUjal program of the school district. . _ / ^ 

The 'planning committee will develop evaluation procedures for the 
support personnel which ,wiir.assl.st in a more effective implementation 
of progtam 'objectives. The final activity will Involve-'recommendation^ 
to the Board of School Trustees . regarding the implementation of - th ^ 
program^ . - • . _J .* 



\^ro*gram Objectives are available for disseiQination. For furt her 
information on list ar\^ cost of materials, contact: J4m. •i" 
1240 U. S. 30 East,' New Haven, Indiana, 46774. 
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« c APPENDIX" B •. ' ' , * ' • 
. "BU-ILDiSg educational plan ' - ^ form C.' ' ' 
• i;n-Service Training ' — . , . 

f . . ^ * ■ • ^ . 

4. ** 
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